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PURPOSE OF THIS REPORT 


The lack of maintenance, low attendance and high operating es 
expenditures resulted in the closure of the Village in 1985. Since 
then, serious concern has been expressed about the long term viability 
of the project and a number of possibilities were considered by the 
Region. 


- close the Village for good . 

- continue its operation under local municipality management 
(Flamborough) 

- move Village to another location 

- continue its operation under Regional management 

- continue its operation under Conservation Authority management 


After due consideration, the Region requested the Conservation 
Authority to comment on the feasibility of managing the Village at its 
present location. 


It is not the purpose of this report to question the Regional decision 
to ‘leave the Village at its Rockton location. Rather, the Authority 
was asked to consider the management of the Village at its present 
location and the purpose of this report, therefore, is to Suggest how 
this might be accomplished. 


In order to get a good appreciation of the project and to find out how 
the Conservation Authority might best fit in, a number of meetings 
were held with local residents, historians and individuals familiar 
with the project. The consensus reached at the conclusion of the 
deliberations was the project has long term potential and that it 
would be a mistake if it were abandoned. However, it was also agreed 
that the project should not just continue as is, but that it must be 
given a new direction in order to make it a viable educational, 
historical and recreational attraction. To accomplish this will be 
costly but considering what it will ultimately offer to the ae 
it will be money well spent. Details on the proposed new direction 
and how the Conservation Authority may play a role in this project are 
outlined in this report. 
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VILLAGE BACKGROUND 


- The 34 acre. Rockton site was purchased in 1960 by three Brantford 


high school teachers. The site was acquired and developed with 
private funds. The Village was named “Westfield Pioneer Village” 
and was opened to the public in 1964. 


In 1968, the Village was sold to the County and management 
responsibilities were given to the Clerk's office. The Village wa 
renamed “Wentworth Pioneer Village". The land base was increased 
324 acres, following the purchase of adjacent lands by the County 
part of its County Forest program. In 1972, the Village was taken 
Over by the Region and management responsibilities were assumed by 
its Economic Development Department. 


In 1984, a consultant was hired by the Region to study and make 
recommendations on the redevelopment of the Village. The consulta 
recommended a "Canada West" concept. Redevelopment costs were 


estimated at $1,045,000. In September, 1984 the Village was close 


to allow for a partial redevelopment. 


In 1985, the redevelopment was put on hold and the consultant was 
rehired to consider the feasibility of relocating the Village. A 
relocation to the Christie Conservation Area was recommended. 
Public meetings were held, after which the Region decided to keep 
the Village at its Rockton location. On June 15, 1986, the Region 
requested the HRCA to comment on the feasibility of the Authority 
Managing the Village at its present location. 


The Village complex comprises 36 structures, all of which require 
repairs at a 1984 estimated cost of $485,000. 


Many artifacts have been collected, most of which are of STonitacar 
local and regional historical importance. 


- The number of employees has ranged from 1 to 31. Recent annual @ 
attendance has fluctuated between 17,000 and 35,000 (1983). It 
should be noted that 1983 was an exceptionally warm and dry summer 
and attendance records were high at most outdoor oriented 
attractions. If weather had been more average, attendance would 
likely have been about 30,000. 


- In 1983, the last year of full’ operation, the entrance fee was $4.00 
for adults up to a maximum of $10.00 per family. In 1983, income 
from user charges was $125,000. Operating costs were $350,000. 


DISCUSSION 


In reviewing available options, several local residents, historians 
and individuals familiar with the project were consulted. The 
following basic conclusions were reached: 


e Village attendance has been low but not unreasonable taking int 
account the nature.of the project (historical oriented projects do 
not attract large crowds). However, given the ever increasing 
opportunities for leisure time activities, 1t Ts unlikely thameune 
+ 30,000 attendance can be sustained unless there is a new and 
unique focus of interest and a change in direction on how the 
Village is developed and operated. The mere fixing up and 
re-opening of the Village is not a realistic option and would 
probably not receive the continued political and user support 
needed for its long term survival. 

e To increase attendance, it has been suggested to use the adjacent 
324 acres for a major new recreation attraction to which the 
Village would be an adjunct. However, there are already numerous 
recreation facilities in the Hamilton area and others are planned. 
To develop another, at great public expense, could therefore not 
be justified. Furthermore, the lack of services, absence of op 
water, shallow overburden and poor exposure from a major highway 
are significant constraints to major new developments. 


e The Village should not compete with other existing recreation 
historical projects. Every effort must be made to compliment 
is already available. 


e A strong initial focus which emphasizes wood related industrie 
and woodworking skills has an exciting long term potential giv 
the increasing popularity of woodworking activities and relate 
hobbies. The site could thus become an important educational 
centre with seminars and courses (day and week periods) where 
woodworking skills are featured. This could eventually be 
broadened to other pioneer skills including courses on antique 
restorations. On the long term, consideration should be given 
on site living accommodation for course participants (on site 
sewage disposal may pose a serious problem given the shallow 
overburden). 


The site lends itsetf to annual festivals with celebrity carve 
and the sale of wood related articles. Wood oriented festival 
elsewhere in North America have proved to be very popular and 
major tourist draws (Durham Woodshow attendance 1984 - 10,000; 
9655 =) 13,600; 519865-916,000) 2. Further, the development of a 
centre for woodworking and related crafts could lead to 
apprenticeship and retraining programs possibly in co-operatio 
with Mohawk College. 


Another advantage of the woodworking concept is that it would 
provide a means to reduce the cost of repairs and maintenance | 
the village itself. It has also been suggested that the adjac: 
324 acre forest area be developed in conjunction with the Mini: 
of Natural Resources as a demonstration tree farm with related 
exhibits and woodlot management courses. 


e The artifact collection is the backbone of the Village and 
represents a valuable insight into pioneer life. Present 
facilities for display and storage are inadequate. Climate 
controlled storage and display facilities must therefore be 


expanded. Furthermore, it is important that the artifact 
collection receives maximum exposure by making it part of 

travelling exhibits to galleries, schools >) | 10nanies setc = A 
redeveloped village could house storage facilities for all 

Regional artifacts. 


e Historic villages are visited mainly during the summer months. 
The Village should therefore be open on a seasonal rather than a 
year round basis with provision -for special holiday events, e.g. 
Easter and Christmas.. May lst to October 3lst is suggested as 
this would cover the summer period plus a number of weeks for 
school and other organized tours. With a seasonal operation, it 
would be difficult to build up a competent permanent staff. 
Therefore, during the off season, the permanent staff could 
concentrate on outreach activities, promotion, education, 
curatorial functions, planning and administration. 


© 
e Most historic villages have a specific cutoff date in terms of 
"period". Serious consideration should be given to not setting a 
specific termination year but instead allow for a dynamic 
development which would make the village grow with time. 


THE PREFERRED CONCEPT 


A village with a strong, uniquely developed focus has the potential of 
attracting regional citizens, historians and tourists. The Village 
should therefore not be allowed to further disintegrate, but instead 
be used as the basis of a new development with emphasis on education 
and programming. It is important that the new development be given a 
strong unique focus. In this connection, an initial project emphasis 
On woodworking and related skills is recommended. 


Not all existing buildings will be required to meet the needs of a @ 
program oriented village and structures of little historical value 

with high anticipated renovation costs should be considered Bo 
demolition, thus reducing overall capital expenditures. 


: he 
There will be a need for new developments, e.g. expanded artifact 
storage and display areas, improved food and souvenir services, the 
redevelopment of the main entrance, the relocation of some buildings 
from one site to another and site developments to cater to special 
functions, e.g. weddings with period food services, convention 
barbecues, etc. 


The project should operate on a seasonal basis with an initial staff 
‘complement of three permanent employees (project 
Superintendent/curator, maintenance foreman, program director). 


CAPITAL AND OPERATING COSTS OF PREFERRED CONCEPT 


The project will not succeed unless there is a strong financial 
commitment on the part of the Region to finance capital improvements 
and to cover operating deficits. 


At this stage, it is not possible to present reliable capital and 
operating budgets and the following are preliminary estimates only. 
Estimates shown indicate the extent of budget commitments which may b: 
required. 


Capital: Preparation of long range development 


plan and operation strategy $35,000 
Removal of non essential buildings — 30,000 
Repair of remaining buildings 200,000 
Relocation of some existing buildings 100,000 
Electrical and other services 170,000 
New structures and facilities 600,000 
Entrance improvements 175,000 
Overall landscaping and site 

improvements 200,000 
Miscellaneous 190,000 


Total $1700, 600 


— 
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a We proposed that capital expenditure be carried out over a 4 
period, thus requiring an annual budget allocation of $425,000. Ih 
is a real opportunity for corporate sponsorship and government 
subisidies which would reduce public capital expenditures. Althoug 
this annual expenditure seems high, it is important to remember tha 
little money has been spent on capital developments over the past 5 
10 years. 


Operation: Notwithstanding the possibility of volunteer 
involvement and assuming reasonable user fees, it is 
unrealistic to assume that a project of this nature Car 
break even. An operating deficit of between $150,000 « 
$250,000 per year should be anticipated. 


MANAGEMENT OPTIONS 


There is general consensus that, if the Village is to continue 
Region project that the Conservation Authority should play a role 
its operation and management. There is no obvious Regional depart 
and the local municipality is apparently not interested in playing 
lead role in this undertaking. 


The redevelopment of the Village to a viable attraction will not b 
easy task. It may be controversial; it will be costly; and visibl 
results will not be immediate. The Conservation Authority could, 
therefore, take the easy way out and stay clear Of the’ project. 
However, if the Region decides to redevelop the village, the Autho 
could offer much to the project as it has trained manpower, a prov 
ability to effectively manage public projects, and a strong jntere 
in the protection of our historical heritage. A decision to not 
become involved should therefore not be made lightly. 


=8- 


It is to be noted that the Conservation Authorities Act requires the 
Authority to obtain Provincial approval before it could become 
involved in this project. Further, any Authority involvement would 
subject to the clear stipulation that there would be no commitment © 
hire existing staff. Existing staff would, of course, be eligible 
apply to fill vacancies. 


Authority involvement could take various forms, the following two 
being the most obvious ones: 


1. The land and structures to be kept in Regional ownership with 
the Conservation Authority being the management agency. Unde 
this approach, the Authority would operate and manage the 
project under general Slpervisionnon tts Historic Sites Advis 
Board. A capital and operating budget would be submitted to 

| Region annually from which the project would be financed. Th 
budget would be in addition to the Authority's regular budget 
For all intents and purposes, the project would be under Full 
Authority control with required monies coming from the Region 
and possibly outside funding sources. With the addition of t 
project, the Authority would require additional statt to mane 
this and other Authority operated historical projects. A 
management fee would have to be negotiated, not unlike the fe 
now paid to the Conservation Authority by the Region in 
connection with Confederation Park. 


2. The project would be kept in Regional ownership but a separat 
corporation (without share capital) could be established to 
manage the affairs of the project with specific components t¢ 
contracted out to the Conservation Authority and possibly the 
Region. Contracts could be limited to specific items such a: 
grounds maintenance or could be all inclusive with the excepi 
of overall project directian. This approach would give the 
project independent status and allow for extensive grass roo: 
citizen involvement. The non profit status of the Corporati 
would open the door to fund raising campaigns. 
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The above two approaches have their pros and cons and variations °@ 
the above two options should therefore be considered. A variation 
which has a great deal of appeal is the formation of a new corporation 
which would have two prime functions:: 


(a) The cultivation of public support and the development of 
revenue sources with fund raising activities 


(b) To act as an advisory to the Authority, either directly to 
the Full Authority membership or through its Historic Sites 
Advisory Board. 


The advantage of this approach is that the management of the village 
is kept clearly within the sphere of the Authority. This would 
simplify the project logistics, e.g. hiring of staff, bookkeeping 
procedures, programming, etc. On the other hand, fund raising, 
volunteer services and public awareness activities would be carried, 
‘out by dedicated local and Regional volunteers. This group would 0 
give overall project guidance on its development, operation and 
maintenance, thus removing it somewhat from other Authority projects 
and programs. Additional Authority staff would be required and a 
management fee would apply to cover incidental Authority expenses. 


RECOMMENDATIONS 


That the Conservation Authority express to the Region its willingness 
to manage and operate the Heritage Village subject to the following 
basic conditions: 


1. That the Heritage Village be redeveloped as an important Regional 
attraction with emphasis on education and programming using the 


woodworking industry and skills as its initial central theme. 


2. That the property and structures be kept in Regional ownership: ae 
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3.: That a new corporate entity with close links to the Conservation 
Authority be established. The Corporation to be responsible for 
fund raising, volunteer services, and overall project guidance. 
The Conservation Authority to be responsible for day to day 
project management and operation. 


4. That an agreement to be entered into between the Region, the 
Authority and the new Corporation to set out respective 
responsibilities. 


5. That all required project staff be selected by the 
Authority. 


6. .That the Region commit itself to: 


(a) Provide required capital funding for the redevelopment 
of the project 

(b) Cover potential operating deficits 

(c) Pay a negotiated management fee to the Conservation 
Authority. 


Toemeinat required capital and operation funds be made available to the 
Conservation Authority in addition to established funding levels 
for regular Authority activities and Confederation Park. 


It is recognized that more details need to be worked out before a 
development and management strategy can be finalized. However, it 
would be non productive to proceed further unless the basic principles 
as outlined in this report are agreed on. It is for this reason that 
the above six recommendations should be considered by the Region at 
this time. If approved by the Region, Provincial approval will be 
sought, after which a more detailed proposal will be made, outlining 
the specifics on the redevelopment of the site and the degree of 
Authority involvement. If the approval process is dealt with 
expeditiously, it should be possible to re-open the Village to the 
public in 1988. 
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